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Ideation To Realization
Dana is an accomplished leader with more than 20 years of experience helping organizations achieve 
their strategic plan; through disciplined business planning, project execution, and business process 
optimization. Dana has led project organizations faced with large-scale transformation: from developing 
a new business model in the face of NC Medicaid Transformation, to leading change to value-based 
payment in a large health care system, to mergers and acquisitions, to her current role driving alignment 
to new business models in tech at Red Hat.

Dana received her Bachelor’s Degree in Computer Science from The College of New Jersey and a 
Master’s Degree in Information Systems from Stevens Institute of Technology. She is a certified Lean Six 
Sigma Black Belt, Project Management Professional, and Agile Scrum Master.

Heidi is a proven leader with more than 20 years of progressive experience both in managing and 
optimizing company financial performance (Corporate FP&A), and in driving operational excellence and 
organizational change. Adept at bridging the gap between technical and functional, Heidi has built the 
foundation for process excellence at Red Hat. From developing scalable standards and frameworks, to 
designing inclusive business process architecture models, to building cross-functional process excellence 
communities, Heidi’s current role shapes Red Hat’s process excellence perspective, drives seamless value 
streams, and creates a future-ready organization through new core capabilities like process mining.

Heidi received her Bachelor’s Degree in Finance & Banking from the University of Missouri – Columbia. 
She is a certified Lean Six Sigma Green Belt.
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Ideation to Realization Basic Concepts

Best Practices & Next Steps

Age nda

Learning Objectives

Trivia /  Knowledge  Check

Using Common Language  for Change

Please  use  the  Chat 
function to ask and 
upvote  questions!



1 Understand the role that common language 
plays in building the  case  for t ransformation, 
using a real-world example

2

3 Gain knowledge  to increase the probability 
of success in adopting change

Today’s Learning Objectives
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Learn the  end- to-end flow from Ideation to 
Realization



Storytime:  Your Pizza Empire
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Pizza 
Making

Pizza 
Delivery Store Mgmt

As a business owner, it’s important to understand the what , how , and why of your company.

Order 
Taking



Receive Request for Products

Ente r Orde rs in System

Administe r Billing & Payment

Address Sale s Orde r Inquirie s

Deve lop and Place  Pizza Supplie s 
Orde rs

Rece ive  Pizza Supplie s 

Rece ive  Customer Orde rs

Validate  Customer Orde rs

Fulfill Customer Orde rs

Package  Pizzas for De live ry

Manage  De live ry Resources

De live r Pizzas

Maintain Car Flee t 
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O
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D

O
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Se rvice  Products Afte r Sale

Deve lop New Product Ideas

Manage  Health & Safe ty

Pay Associate s

Pay Taxes

Prepare  Financial Statements

Report & Evaluate  Customer Sat

Report & Evaluate  Revenue  and 
GPM%

Order Management Pizza Assembly            Store ManagementPizza Delivery

W
H
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 W

E 
D

O
Storytime:  Your Pizza Empire



It’s also critical to understand your organization’s measures of success .
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Pizza Empire Scorecard: YTD Q3 CY22

Order Taking

Objective:  Get Orders Right

Q1 Q2 Q3

Order Accuracy

Pizza 
De live ry

Objective:  Effect ive  De live ry

Q1 Q2 Q3

On-Time 
Delivery %

Pizza Making

Objective:  Assemble  Orders 
Quickly

Q1 Q2 Q3

Cycle  Time

Store  
Management

Objective:  Make  Money & Keep 
Customers Happy

Q1 Q2 Q3

Customer Sat

Revenue

GPM%



Knowledge Check
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Please  provide  answers via chat !

What “common language” is used to manage Pizza Empire? (3 answers)



Knowledge Check
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Please  provide  answers via chat !

What “common language” is used to manage Pizza Empire? (3 answers)

- What we do

- How we do it  

- Why we do it  /  measures of success
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Overall Rating

127 reviews

5 Stars

4 Stars

3 Stars

2 Stars

1 Star

Dina L.
Raleigh, NC

8/15/22

Un-ordered pineapple on my pizza ? 
Whyyyyyyy?  

Thankfully, they re funded me  my 
money.
But I’m neve r coming back! 

Fatima C.
Holly Springs, NC

9/7/22

Why on earth would anyone  want 
pineapple on pizza ?  I didn’t orde r this!

Do be tte r, Pizza Empire .

Migue l S.
Apex, NC

9/28/22

Free pineapple on pizza ?  How did you 
know that’s what I actually wanted?  
AMAZING.  #thatpineapple lyfe

Root Cause Analysis
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Root Cause Analysis

Effect

Cause

Cause

Cause

Cause

Cause

Cause

Cause

Cause

Adapted from:  Ishikawa, Kaoru.  Fishbone Diagram
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Root Cause Analysis:  Hypothesize Factors Contributing to Pineapple on Pizza

Pineapple 
on Pizza

Drivers are adding pineapple to 
every pizza while en-route

Pizza makers are the ones 
adding pineapple

Required toppings for each order 
now includes pineapple 

The system is flagging all orders 
to include pineapple

Process documentation for 
Order Takers states that 
pineapple must be listed as a 
required topping on all pizzas

Adapted from:  Ishikawa, Kaoru.  Fishbone Diagram
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Determining Root Cause:  A New Order Entry System

Order Entry Details

Pepperoni Black Olives
Sausage  Onions
Bacon

Mushrooms
Chicken

Peppers

Ingredients

YESAlways Include  Pineapple  

Sauce None               Regular          Extra

Cheese None               Regular          Extra

Big Pineapple Ordering Systems, LTD.

The  system was built  this way!
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Now What?  Building the Case for Change

Let’s initiate a project to improve our outcomes.

…But How?
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Ideation to Realization: Moving ideas into the realization of business benefit

Assess Current State

Identify opportunities

Define Future State

Identify gaps

Prioritize tactics to close 
gaps

Develop and approve 
business case

Identify measures of 
success

Design the change

Assess change impact

Establish project scope

Plan tasks to achieve change

Plan resources to execute 
tasks

Develop timeline

Develop budget

Execute developed plan

H
O

W
 W

E 
D

O
 IT

Execute  readiness planning

Establish change  adoption 
me trics

Close  out 

Identifying Change              Defining Change         Implementing ChangeExecuting Change

W
H

AT
 W

E 
D

O

Monitor change  and 
adoption

Sustain change

Gene rate  new ideas! 

Realizing Benefits

ROI
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Step 1:  Identifying Change

Identify & Prioritize 
Gaps

Define Future State

Identify Opportunities

Assess Current State

01

02

03

04
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Identifying Change:  Pizza Empire

Identify & Prioritize 
Gaps

Define Future State

Identify Opportunities

Assess Current State

01

02

03

04

All customer orders are being fulfilled 
with pineapple as a required 
ingredient.  The system design makes 
it impossible to know which customers 
are actually requesting pineapple.

●Replace System
● Create a manual intervention
● Live with it

Orders should not contain 
pineapple on pizza as a default.  
Customers should select all pizza 
toppings.

Replace current ordering system.  
Evaluate new systems with a 
requirement that pineapple is an 
optional ingredient, to be selected 
by the customer at time of ordering.
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Step 2:  Defining Change

Step 1
Develop and approve business case

Step 2
Identify measures of success

Step 3
Design the change

Step 4
Assess change impact

Step 5
Establish project scope



CONFIDENTIAL
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Creating a Business Case:  What’s Important 

Identify a Project 
Sponsor

Lay out the Solution,  
Approach, Risks, and 

Assumptions

Prepare an Executive 
Summary

to provide background

Estimate 
Timeline, Cost, 

ROI

Explain the 
benefits



CONFIDENTIAL

Project Name Project Sponsor Core Team Members Target Start Date Estimated Completion Date

Business Challenge 
(Problem Description) Current -State Assessment Improvement Goal(s)

What is the business reason that makes this issue an 
important one?

What is the symptom or pain point that the business feels, that 
requires action?

What is the change we need to make now, and how will we 
measure success?  What are the expected benefits?

A3 Template

Root Cause Analysis Proposed Countermeasures
(Improvements) Implementation Plan

Why are we experiencing the pain point? What does the future-state look like, and how do we get 
there?  Show that the improvements will address the root 
cause.

Actions or outcomes, with a timeline and owners.

Monitoring Plan
How will you check results to confirm the root cause has been addressed?  What follow-up actions will need to be taken, and by whom?

21



CONFIDENTIAL

Project Name Project Sponsor Core Team Members Target Start Date Estimated Completion Date

Order System 
Replacement

You Diallo F, Mark S, Trina W, Jiang Y 15-JAN-2023 30-OCT-2023

Business Challenge 
(Problem Description) Current -State Assessment Improvement Goal(s)

What is the business reason that makes this issue an 
important one?

Happy customers are  repeat customers.  Pizza Empire  
re lie s on customer satisfaction to sustain revenue  
growth and gross profit margin expansion.  A recent 
drop in customer satisfaction, revenue , and GPM% is 
driven by orde rs be ing fulfilled incorrectly.

What is the symptom or pain point that the business feels, that 
requires action?

Currently, all customer orde rs are  be ing fulfilled with pineapple  
as a required ingredient.  The  system has been designed to 
make  it impossible  to know which customers are  actually 
requesting pineapple .

What is the change we need to make now, and how will we 
measure success?  What are the expected benefits?

This transformation project will replace  our current orde ring 
system.  New systems will be  evaluated with a requirement 
that pineapple  is an optional ingredient, to be  se lected by the  
customer at time  of orde ring.

Pizza Empire:  Order System Transformation A3

Root Cause Analysis Proposed Countermeasures
(Improvements) Implementation Plan

Why are we experiencing the pain point?

The default settings on our current ordering system 
are set to “always use pineapple.”  Big Pineapple, the 
current software vendor, has provided no way to turn 
off this default setting.  Without transformation, all 
orders input through this system will continue to 
include pineapple, regardless of whether the 
customer requested it or not.

What does the future-state look like, and how do we get 
there?  Show that the improvements will address the root 
cause.

Replacing our current ordering system with one not managed 
by Big Pineapple ensures that customer pizza requirements 
will not be systematically altered.  

Actions or outcomes, with a timeline and owners.
●Plan & Kickoff Project                            30-JAN
● High-Leve l Requirements                     28-FEB
● Vendor Evaluation & Se lection             15-MAR
● RFP & Contracts                                     15-APR
● Detailed Requirements & Design          01-MAY
● Testing & Acceptance                             01-JUN
● Change  & Enablement                           15-JUN
● Go-Live                                                    15-JUL
● Transition to Business/Monitoring         30-OCT

Monitoring Plan
How will you check results to confirm the root cause has been addressed?  What follow-up actions will need to be taken, and by whom?

Weekly monitoring of Customer Satisfaction, Revenue  and GPM% to ensure  improvement in success measure s.  
Diallo will also capture  and share  le ssons le arned & formulate  be st practice s.
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CONFIDENTIAL
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Calculating Return on Investment

Return on Investment =      Current Value of Investment  - Cost of Investment
Cost of Investment

Definitions

Return on Investment Measured as a percentage, this business metric communicates the financial return expected 
based on the investment. A negative ROI indicates a financial loss; a positive ROI indicates a 
financial gain.

Current Value of Investment Expected financial gain from executing the change. 
For example: increased revenue, acquisition of new customers

Cost of Investment Capture s all costs to plan and implement the  project. 
For example:  internal staff, vendor costs, software licensing, cost of production downtime (if applicable) 

Estimate Timeline, 
Cost, ROI

Negative ROI indicate s a financial loss 
Positive ROI indicate s a financial gain



CONFIDENTIAL
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Pizza Empire’s Transformation ROI

Estimate Timeline, 
Cost, ROI



Knowledge Check
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How is Return on Investment Calculated?

Please  provide  answers via chat !



Knowledge Check
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How is Return on Investment Calculated?

Please  provide  answers via chat !

Current Value of Investment    - Cost of Investment
Cost of Investment



Knowledge Check
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Please  provide  answers via chat !

Fill in the blank:  A negative ROI indicates a financial 



Knowledge Check
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Please  provide  answers via chat !

Loss

Fill in the blank:  A negative ROI indicates a financial 
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Step 3:  Executing Change: Best Practices

Acquire buy - in for project resourcing, 
timelines, cost

Assume resistance to change; provide 
support and eliminate obstacles

Get people excited about the 
change; reward adopters

Plan and manage tasks with a 
project schedule

Communicate the vision along 
with the change
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Pizza EmpireCelebrates Their Wins!
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Step 4:  Implementing Change:  Best Practices

Build effective 
sponsorship at 

all levels

Ensure 
realization 

mindset

Prepare 
environment for 
disruptive change

Proactively 
identify and

manage project 
risks
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Step 5:  Realizing Benefits & Monitoring

Change doesn’t end at Go -Live.  
We need to monitor our success measures and ensure benefits are realized.

Lower 
Tolerance

Upper 
Tolerance



Monitoring to ensure benefits realization
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Pizza Empire Scorecard: YTD Q3 CY23

Order Taking

Objective:  Get Orders Right

Q1 Q2 Q3

Order Accuracy

Pizza 
Delivery

Objective:  Effective Delivery

Q1 Q2 Q3

On-Time 
Delivery %

Pizza Making

Objective:  Assemble Orders 
Quickly

Q1 Q2 Q3

Cycle Time

Store 
Management

Objective:  Make Money & Keep 
Customers Happy

Q1 Q2 Q3

Customer Sat

Revenue

GPM%



Knowledge Check
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What are the 5 steps taken from Ideation to Realization?

Please  provide  answers via chat !



Knowledge Check
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What are the 5 steps taken from Ideation to Realization?

● Identify Change

● Define  Change

● Execute  Change

● Implement Change

● Realize  Bene fits

Please  provide  answers via chat !



Knowledge Check
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Please  provide  answers via chat !

Does Pineapple Go On Pizza?



Knowledge Check

37

Please  provide  answers via chat !

Does Pineapple Go On Pizza?

Only if the  customer wants it  to!



The Case for Change
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A process-
driven approach 

to change
can:Establish clear 

priorities and 
shared, long - term 

vision

Solve  problems with a 
connected, global 

perspective

Remove  barrie rs to 
agility by 

encouraging 
cross - functional 

collaboration

Improve  customer and 
associate experience

Direct 
investments

needed to scale  
and optimize  
ope rations



Transformation Best Practices
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Foste r an 
environment 

that  encourages 
eve ryone  -

regardle ss of 
role  or posit ion -

to propose 
innovative 

ideas

Establish a 
common 

language for 
driving and 
managing 

change

Utilize  a 
business case 
and evaluate 

ROI to ve t  
transformation 

e fforts 

Ensure  solutions 
will address the 
root cause of 
the  business 

problem

What increases the probability of transformation success?



Q&A



Toolkit
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Root Cause Analysis Template

Effect

Cause

Cause

Cause

Cause

Cause

Cause

Cause

Cause

Adapted from:  Ishikawa, Kaoru.  Fishbone Diagram



CONFIDENTIAL

Project Name Project Sponsor Core Team Members Target Start Date Estimated Completion Date

Business Challenge 
(Problem Description) Current -State Assessment Improvement Goal(s)

What is the business reason that makes this issue an 
important one?

What is the symptom or pain point that the business feels, that 
requires action?

What is the change we need to make now, and how will we 
measure success?  What are the expected benefits?

A3 Template

Root Cause Analysis Proposed Countermeasures
(Improvements) Implementation Plan

Why are we experiencing the pain point? What does the future-state look like, and how do we get 
there?  Show that the improvements will address the root 
cause.

Actions or outcomes, with a timeline and owners.

Monitoring Plan
How will you check results to confirm the root cause has been addressed?  What follow-up actions will need to be taken, and by whom?
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